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T HE ERA since World War II has witnessed
tremendous challenges to the traditional per-
ception of military professionalism. What was once
an endeavor largely isolated from society, at least
in peacetime, has grown into national security. Due
to its expanded roles of civic action and political in-
volvement, the military can no longer stand apart
from society. Intervention and peacekeeping (PK)
roles in Somalia, Haiti and Bosnia underscore that
the officer-leader is now both manager and burcau-
crat. Internally, there are new mechanisms to man-
age human and materiel resources. Externally, the
military is inextricably involved with policy mak-
ing at the highest national levels. Internationally,
there are no military actions without political rami-
fications.

Professional military education—from West Point
to the senior schools and war colleges—is not suf-
ficient to develop officers cognitively able to deal
with these new nonmilitary tasks without compro-
mising military professionalism. The depth of in-
sight and inquiry needed is best found in civilian lib-
eral arts graduate education, in contrast to technical
and scientific graduate degrees. Although tradition-
alists may contend that graduate school detracts
from professionalism, such study enhances the pro-
fession and enables the officer to better carry out
long-term military obligations.

This article may serve as a companion to the
seminal volume, Soldiers, Society, and National
Security, edited by Sam C. Sarkesian, John Allen
Williams and Fred B. Bryant.! References to Mel
Sorg’s and Bryant’s analyses herein refer to this
volume. I hope to convey a better understanding
of the current status of the professional officer, as
well as what will be expected of him as the United
States enters the 21st century.

Leadership versus Management
The management of violence and successful com-
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If the miilitary is to function in the international
and domestic socio-political environments with
their diverse and complex challenges, officers
must be prepared in a way that cannot be
accomplished solely by PME. Civilian liberal
arts study gives an officer the best perspective
fromwhich to serve his client—the nation
and the society it represents: “The educated
military man, skilled in his own profession,
and unafraid to commit himself to higher
principles, provides the best safeguard to
civilian control and a democratic system.”

bat leadership, which had been the hallmarks of the
military profession before World War II, were no
longer sufficient to characterize the totality of the
profession as the United States progressed through
the 1940s. The traditional functions of officers were
modified in two broad ways. First, there was greater
concern with international affairs and the premises
and purposes of military policy. Second, military
support functions became more important, encom-
passing supply, finance, research and development,
public relations, education and personnel manage-
ment. Especially in noncombat assignments, the
career of the skilled military technician began to
parallel that of a federal civil servant.”

From an international security standpoint, author
Morris Janowitz presents the concept of a constabu-
lary force designed to promote deterrence, stability
and the limited use of force because “it is increas-
ingly essential for military commanders and their
subordinate personnel . . . to be fully aware of the
changing calculus of making war and making
peace.”® Janowitz contends that the contemporary
officer must relate national policy to the military
organization. This means acting with minimal force
and incorporating a protective posture while
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Former Army Chief of Staff General Maxwell
Taylor once characterized the Army as an
institution “more like a church.” Indeed, the
“military” components of military professional-
ism, such as honor, obedience, integrity, loyalty
and service, are not typically associated with
other organizations. The military is not a
corporate bureaucracy, but a value-infused
institution with a long history. Military life is
holistic, characterized by Gabriel and Savage as
a “monastery” in terms of its values, rewards
and punishments by one’s peers. Itis “an
institution which requires deep psychic invest-
ment from its members as a prerequisite to
effectiveness.” The military’s identity and its
relationship with society and state are deter-
mined by the officer corps, which strives to be
more than a body of trained killers, acting as the
repository of loyalty, gentlemanly conduct,
corporateness, responsibility and expertise.

seeking viable international relations. To assume
international policing and PK responsibilities, the
postwar officer needs an understanding of national
policy and objectives, which demands a broader
scope of “citizen attachment™—that is, closer ties to
society and state.

As to internal military matters and support func-
tions, Sarkesian and Taylor refer to “dual profes-
sionalism,” which places “peacetime soldiering”
alongside the traditional management of violence.
The idea of civilian-style management has pervaded
the officer corps since the late 1940s, reaching
its acme during Secretary of Defense Robert
McNamara’s tenure. Indeed, one of the earliest
postwar treatments of the military establishment was
titled Military Management for National Defense.
Another author refers to the “development of Army
comptrollership,” citing “businessmen in uniform.”
Yet another writer distinguishes between the
management of violence—commanding a rifle
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company—and the act of violence—firing a rifle.
Another author adds, “No longer is the leader al-
ways the most skilled soldier; today the technical
skills of followers may well exceed those of the
leader. . . . Nevertheless, followers seem to expect
more from their leaders today,” alluding to person-
nel and resource management functions.*

Taking these new international and organizational
responsibilities into account, authors John W.
Masland and Lawrence I. Radway have constructed
three categories of qualifications that all officers
should meet:

o Professional military qualifications, which con-
sist of military competence, the representation of the
national security viewpoint in a democratic society
and knowing the problems of enlisted personnel.

e General executive qualifications, which include
the evaluation of people and information, effective
communications and the efficient and economic
conduct of affairs. Here the officer must be able to
grasp large and complicated situations. Seeing mili-
tary affairs’ “big picture” means making cognitive
connections among—and balancing—its diverse
components. Technical, organizational and social
relationships must be discerned here. This requires
some degree of socio-political sophistication. The
professional military executive must adapt to politi-
cal and technical situations while reviewing the
service’s traditions, doctrines and missions.” The
postwar officer must be aware of the joint and in-
ternational nature of military planning and opera-
tions and be free from parochialism. This openness
extends from the avoidance of service bias to
politico-military interchange with allies.

e Military executive qualifications of versatility,
exercise of job motivation and creative service un-
der civilian leadership. A military executive must
possess a wide range of knowledge and be able to
absorb new data and concepts quickly. Also, he
leads his charges mainly through patience and in-
tellectual leadership. Persuasion, not orders, is seen
as the best motivational strategy. Finally, a contem-
porary officer obeys his civilian superiors and brings
his best judgment as a military expert to bear on ci-
vilian policy decisions.

Masland and Radway end by addressing the is-
sue of the military executive versus the combat
leader. They conclude that field and headquarters
situations probably grow more alike as responsibili-
ties increase. To capitalize on this, they propose a
good military education system, as well as a rota-
tion designed to enhance an officer’s adaptability .®

Not all observers, however, embrace the mana-
gerial ethos of the US officer corps. For instance,
Richard A. Gabriel and Paul L. Savage make an
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especially scathing indictment of the Army officer
corps in light of its performance in Vietnam,
noting that the military is qualitatively different from
civilian bureaucracies, with the former being mo-
nastic and corporate, and the latter entreprencurial:
“In the final analysis, no one is seriously expected
to allow his loyalty to IBM to cost him his life or
to force him to bear the responsibility for the death
of others.”” Traditional military values and experi-
ences center on combat. Further, they allege there
are too many managers in the Army today and not
enough good combat officers. Models of military
organizational change must take this into account.
Gabriel and Savage urge the Army to abandon the
entrepreneurial ethos and return to its core values.

Some have taken this point further by noting the
debilitating effects of the managerial ethos on of-
ficers” attitudes toward their careers, referring to the
new military careerism as “trained incapacity” and
“professional deformation.” Especially among staff
officers, personal career goals begin to outweigh
military interests and objectives. Savage also rec-
ommends a move away from the managerial officer
to the traditional officer more concerned with lead-
ership than with resource management.®

Others are not absolutist concerning the place of
management in the military. James C. Shelburme
and Kenneth J. Groves note that the postwar growth
of defense spending calls for improved procedures
and techniques to manage the military at all levels
of command. They add that professional military
schools, in addition to strictly military studies,
correctly stress national security policy, international
relations, personnel and fiscal management and
individual skills such as writing, speaking and
negotiation. These skills may be even more neces-
sary in the climate of post-Cold War defense cuts.

Maintaining that today’s military needs both lead-
ership and management, several authors suggest that
education early in an officer’s military career em-
phasize leadership development, along with man-
agement skills to inculcate efficiency. Later, an of-
ficer should have executive-level leadership training
for goal definition and the establishment of organi-
zational climate, alongside management skills for
resource allocation.

Robert L. Taylor and William E. Rosenbach fur-
ther refine the notion of leadership versus manage-
ment. Leadership emanates from the personal quali-
ties of the officer, while management is the process
of using tools and techniques to effectively and ef-
ficiently deploy resources. In the broadest sense,
resources include time, information, money and
people. These authors also maintain that the post-

MILITARY REVIEW e May-June 1999

LEADER DEVELOPMENT

1
Every professional—miilitary or civilian—must
have an intellectual awareness of the world
outside his profession. The military professional
must have the intellectual sensitivity to assess
the use of force, policy outcomes and the
domestic and international environment. As
Masland and Radway note, “high-level
command and policy-making responsibilities
are not those for which a neatly packaged
bundle of requirements can be determined and
assembled. They call for the broadest sort of
intellectual and personal qualities.”

war military needs both leadership and management
qualities to carry out its diverse missions and tasks.’

The Postwar Professional

Former Army Chief of Staff General Maxwell
Taylor once characterized the Army as an institu-
tion “more like a church.” Indeed, the “military”
components of military professionalism, such as
honor, obedience, integrity, loyalty and service, are
not typically associated with other organizations.
The military is not a corporate burecaucracy, but a
value-infused institution with a long history. Mili-
tary life is holistic, characterized by Gabriel and
Savage as a “monastery” in terms of its values, re-
wards and punishments by one’s peers. It is “an
institution which requires deep psychic investment
from its members as a prerequisite to effectiveness.”
The military’s identity and its relationship with so-
ciety and state are determined by the officer corps,
which strives to be more than a body of trained kill-
ers, acting as the repository of loyalty, gentlemanly
conduct, corporateness, responsibility and expertise.'°

However, the postwar officer corps must tran-
scend this traditional definition of professionalism.
No longer is the officer just a professional soldier,
but a bureaucrat as well. Leadership now includes
influencing both civilian and military people, goal
achievement in a political-cultural setting that miti-
gates exclusively military solutions, the study of
interpersonal relations and group dynamics and un-
derstanding American liberal democratic values. As
John W. Gardner observed, “if anything significant
is to be accomplished, leaders must understand the
social institutions and processes through which ac-
tion is carried out.”!!

By 1953, two-thirds of Army general officers
were already carrying out economic, scientific and
political assignments. Combat operations had
become—and remain—only a fraction of Armed
Forces activity. Masland and Radway noted:
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Externally, in the domestic political
environment, both civilians and military
professionals have recognized the need to
have the military involved in the policy
process: “With the traditions of obedience
to civilian control strong within the military,
with an appreciation by military leaders of
the spirit of the democratic system, and with
competent civilian superiors determined to
exercise effective civilian control, the costs of
a broadened military professionalism do not
appear too high. The benefits of military
advice given after a consideration of all
relevant factors should contribute to more
enlightened national security policy.”

“Obviously, very few officers in these [nonmilitary|
positions have much to do with matters of high na-
tional policy. But each stands at the base of a pyra-
mid that reaches up to heights on which other mili-
tary officers, by conference, staff study and
directive, help dispose of pressing national busi-
ness.” As the 1950s progressed, completing a de-
cade of the postwar military, officers’ roles contin-
ued to be transformed due to technical advances and
the informal federalism of Western democracies.
This was important not only for the sake of mili-
tary administration and preparedness, but also for
deterrence and peacekeeping in the nuclear context.
They concluded: “If, in the future, total war means
total annihilation, it follows axiomatically that any
officer corps that manages to survive will do so only
because war has been avoided or because it has been
severely limited in purpose and scope.”'? The limi-
tation in purpose and scope includes cooperation
between officers and diplomats.

Officers have become involved in psychology,
civil affairs and international security policy, as well
as fighting drug trafficking and, especially in the
1960s and 1970s, racism. Technology, specializa-
tion and social changes have posed moral, philo-
sophical and ideological challenges to military tra-
ditions. This, in turn, has led to modified officer
education and career patterns. While some have
criticized these activities in nonmilitary fields, oth-
ers contend that military involvement in social wel-
fare, education and civic action is needed to sustain
professional purpose as much as preparing for, and
waging, war. The military profession cannot be lim-
ited to the management of violence, for this is not
always a relevant or viable option. When an insti-
tution loses its function, it must either find a new

50

one or disappear. The military, though slow to
change, has done so. Recognizing this, Amos A.
Jordan formulated a new military vocation defini-
tion: “The management and application of military
resources in deterrent, peacekeeping and combat
roles in the context of rapid technological, social and
political change.”!?

Contrary to popular opinion, military officers
have been involved in civic action and political
matters since the founding of the Republic. Before
1815, officers managed the negotiation of treaties
and US missions abroad, taught in frontier schools
and, of course, ran the Army Corps of Engineers.
Later, with the acquisition of overseas territories,
naval officers entered the political realm. World
War I saw officers involved in civilian affairs, while
World War II saw officers engaged in diplomacy
and civil administration during the German and
Japanese occupations, including overseeing the es-
tablishment of political parties, labor unions and
fledgling economic structures.

Former Secretary of Defense James Forrestal was
aware of the political nature of military programs
and made his immediate staff responsible for po-
litico-military coordination. This, for example, led
to officers becoming involved in fiscal management,
research and development, and political analysis,
and eventually saw the appointment of an assistant
secretary for International Security Affairs and an
assistant secretary for Economic Security in the
1990s. While General Douglas MacArthur’s speech
to the graduating cadets at West Point in 1962
warned them to avoid all things political—perhaps
recalling his stormy relationship with President
Harry S. Truman—~President John F. Kennedy told
them just a year later to be aware of the political
dimension of their profession. This contrast, indeed,
sparked discussion and debate throughout the 1960s
at West Point.'*

Politics is a consideration not only at the national
level, but at the international level as well. The fall
of communism has not eliminated the necessity
of a US presence abroad, especially in terms of
PK, limited warfare, counterrevolution and counter-
terrorism. This includes the use of the US military
in advisory and support positions to supplement na-
tion building and internal security in developing na-
tions. Such actions, indeed, are heavily political. The
battlefield commander’s every move has political
ramifications. Thus, even the officer who has spent
most of his career in the combat arms must be aware
of the international politico-economic dimensions of
military action and the fact that limited wars do not
bring victory in the traditional sense.
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Not only are military leaders considering nonmili-
tary factors in their deliberations, civilian leaders
now expect military advice to be broad in scope. A
survey of former members of the Joint Chiefs of
Staff (JCS) confirms that this expectation was gen-
erally met during deliberations of that body. Po-
litical Scientist William Jesse, who conducted the
survey, wrote that many of the military leaders he
interviewed were politically sophisticated and shared
the same value system with society in general. They
had a knowledge of the spirit, as well as the me-
chanics, of American democracy. They had also
had public policy-oriented “adaptive™ assignments,
which gave them an appreciation for the workings
of the political system.'®

To function effectively in the domestic and inter-
national environment, some tactful, constructive
professional dissent should be allowed. Otherwise,
a reliance on military orthodoxy may harm the very
profession that orthodoxy is intended to protect.
Responsible skepticism and inquiry are needed at
the individual level so that the institution may be
subject to constant self-examination.!'

Reginald Brown writes of the danger of a tradi-
tional officer corps that unquestioningly refrains
from self-examination and criticism. He recounts
the German General Staff’s subservience to Adolf
Hitler. There, traditional military virtues ultimately
led to greater militarism. He sees a parallel in the
US entry into Vietnam, when military leaders did
not stand up to civilian decision makers. “Civilian
militarism can be as reprehensible as that of mili-
tary men. Traditional military professionalism is not
likely to succeed in preventing the rise of militarism,
civilian or military.”'” Brown concludes that the
new military professional, a political participant,
should not feel the need to blindly accept any mili-
tary policy, but should be more concerned with how
he relates to his country than to his service or supe-
rior. General Colin Powell’s advocacy of clearly
stated objectives, overwhelming force and an exit
strategy before and during the Gulf War is an ex-
ample of a military leader nudging political leaders
toward sensible and realistic expectations and deci-
sions. The right to dissent and access to political
institutions, specifically Congress, are more compat-
ible with contemporary American democracy and
its national security interests. Note the JCS approach-
ing Congress in late 1998 to testify about readiness
problems, lamenting defense funding shortfalls and
floating a military pay raise trial balloon.

Education and the Molding of the Mind
In a study of operant behavior—what people
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Internationally, few military actions, even
at the battlefield level, are without political
consequences. The military must be involved
in policy making if the state expects it to
competently carry out policy directives.
For that, civilian liberal arts education, the
study of foreign politics and culture and
involvement in politics are unavoidable.
Even in postwar Germany, Army captains
and majors were passed over for promotion
or discharged because of deficiencies as
managers and educators. The ongoing
Bosnian PK operation since dramatically
highlights the political, economic, social and
cultural components of an officer’s role.

do—and respondent behavior—what they
consciously say they choose to do—David C.
McClelland notes: “People carry around with them
cognitive schemas that organize their feelings, atti-
tudes, and choices in a particular area such as af-
filiation or achievement.”'® QObviously, everyone
has a particular psychological makeup which,
coupled with education, socialization and experi-
ence, forms attitudes and values. These, in turn, help
determine behavior.

Bengt Abrahamson, for example, writes of three
stages in an officer’s recruitment and promotion.
First, there is selection and self-selection. Individu-
als with active, conservative and authoritarian atti-
tudes appear to predominate among those who seek
a commission. Second is the selection process in
promotion. Those who conform with superiors’
expectations and attitudes obviously are at an ad-
vantage. Third come indoctrination processes to
ensure homogeneity in values. This is the point at
which an officer whose values do not mesh with
those of his peers may leave the military. Specifi-
cally, Abrahamson finds that professional military
indoctrination leads to a pessimistic attitude regard-
ing danger to the state. If an officer adopts this at-
titude, it contributes to his career success. He con-
cludes that selection plus professional socialization
ultimately lead to uniform attitudes among officers
at the upper ranks."

Some curricula lend themselves more to the treat-
ment of values than others. Author Philip E. Jacob
asserts that “values inhere and are inseparable from
the teaching of social science. They are a subject
of instruction. They are sometimes a specific mo-
tivation of instruction. They are also a consequence
of instruction.” Some students, though, are not very
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Few would dispute the value of a liberal educa-
tion for officers or other professionals at the
undergraduate level. However, there is also a
need for depth of knowledge that can be gained
only through advanced, research-oriented study.
This is partially provided by the war colleges,
senior schools and other institutions of profes-
sional military education (PME). But such
education is not fully able to prepare an officer
for his responsibilities as he advances in rank.

creative in their thought or its consequences for
value formation. Jacob notes that “Some students
have a set of mind so rigid, an outlook on human
relations so stereotyped and a reliance on authority
so compulsive that they are intellectually and emo-
tionally incapable of understanding new ideas, and
seeing, much less accepting, educational implica-
tions which run counter to their pre-conceptions. . . .
Such students quail in the presence of conflict and
uncertainty. They crave ‘right answers.” They dis-
trust speculative thought, their own or their fellow
students’. They recoil from “creative discussion.”

Interestingly, Jacob concludes that student values
do not change because of the formal educational
process or curriculum, but because of the climate
of certain institutions, sensitive teachers with value
commitments and value-laden personal experiences
integrated with intellectual development. Even the
hard-core students described above can be affected
by a well-ordered syllabus, coupled with a patient
instructor who inspires the self-confidence to rea-
son and judge independently.

Further, applied to the military, one study points
out the importance of not stopping with a four-year
undergraduate degree, at least for West Point offic-
ers. After graduation, they tended to be more po-
litically conservative, more inclined to a pragmatic,
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situation-oriented mode of judgment and less in-
clined to value academic achievement. Overall, new
officers emerging from West Point demonstrated a
practical realism over theoretical values and had
adopted values similar to those of their instructors.
Cadets who failed to receive a commission took with
them values similar to society in general *!

If a significant number of officers have such at-
titudes, what can the Army do, considering that
mental processes must be endlessly changed be-
cause of the flux in the professional officer’s role?
The answer consists in an officer’s broad educa-
tional background at all levels. Even at the under-
graduate level, Reserve Officers’ Training Corp of-
ficers from various universities bring a diversity and
depth of educational background to the officer corps,
as opposed to the more uniform West Point cadets.
A number of observers have stressed the importance
of a liberal arts education for the well-developed
officer. Medal of Honor recipient Admiral James
Stockdale proposes a return to the historical and
philosophical classics, which would provide wisdom
and perspective to tackle contemporary problems.
Leaders need to possess integrity, discipline and a
philosophical bent not available from the modern
management literature. Socrates, Mill, Dostoyevsky
and Koestler are among the authors Stockdale rec-
ommends to develop the principles of “right, good,
honor, duty, freedom, necessity, law and justice as
they apply to the human predicament generally and
to the role of the leader in particular.” Finally, he
notes that philosophy “gives perspective to the prob-
lems of the present and drives home the point that
there is really very little new under the sun.” Samuel
P. Huntington also advocates the study of liberal arts
for the officer: “The fact that, like the lawyer and
the physician, he is continuously dealing with hu-
man beings requires him to have the deeper under-
standing of human attitudes, motivations and behav-
ior which a liberal education stimulates. Just as a
general education has become the prerequisite for
entry into the professions of law and medicine, it is
now also almost universally recognized as a desir-
able qualification for the professional officer.”*

Few would dispute the value of a liberal educa-
tion for officers or other professionals at the under-
graduate level.® However, there is also a need for
depth of knowledge that can be gained only through
advanced, research-oriented study. This is partially
provided by the war colleges, senior schools and other
institutions of professional military education (PME).
But such education is not fully able to prepare an of-
ficer for his responsibilities as he advances in rank.
Some have argued that PME too rarely recognizes
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individual differences among the officer-students, for
it inculcates common perceptions of the profession,
as well as professional solidarity. Others have found
PME to be a very stimulating experience with no
pressures to conform their views to others.

Theodore J. Crackel notes that the specialist or-
dered to a war college is forced to become a gener-
alist, considering foreign affairs, national interests
and civil-military relations. The problem at the ser-
vice colleges is that frequent curriculum changes
prevent a high level of sophistication in instruction
or faculty. There is little opportunity for in-depth
thought and development of ideas among faculty
and students. The senior service schools also pos-
sess few distinguished scholars, perhaps because of
a systematic discouragement of thinkers in uniform.
“If Clausewitz and Jomini had served in the Ameri-
can military, they would have been counseled to
serve no more than a single three-year teaching as-
signment, and to escape sooner if possible. The
schools are now anything but a safe haven for the
select few who should be allowed to turn gray think-
ing and recording profound thoughts about their
profession.”?* Former JCS Chairman General
David Jones laments that such officers retire as lieu-
tenant colonels and go to think tanks.

Civilian Graduate Education for Officers

The most appropriate place for such outstanding
individuals is full-time civilian graduate education
in the liberal arts. There are, of course, outstand-
ing officers with bachelor’s degrees. Others pur-
sue masters and doctorates part-time while off-duty.
However, for an officer to derive full benefits from
graduate study, it must be pursued full-time at a ci-
vilian university. Research-oriented civilian gradu-
ate education engenders a flexibility in thought sup-
ported by three pillars:

o The technical component teaches scientific and
management skills.

e The critical component instills judgment about
the priorities and trade-offs among resources and
values.

o Officers are able to assess the values and atti-
tudes that the nation wants them to hold.®

This third pillar deserves special mention, for of-
ficers must go beyond purely military thoughts.
Every professional—military or civilian—must
have an intellectual awareness of the world outside
his profession. The military professional must have
the intellectual sensitivity to assess the use of force,
policy outcomes and the domestic and international
environment. As Masland and Radway note, “high-
level command and policy-making responsibilities
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Professional military education—from
West Point to the senior schools and war
colleges—is not sufficient to develop officers
cognitively able to deal with these new
nonmilitary tasks without compromising
military professionalism. The depth of
insight and inquiry needed is best found
in civilian liberal arts graduate education,
in contrast to technical and scientific grad-
uate degrees. Although traditionalists may
contend that graduate school detracts from
professionalism, such study enhances the
profession and enables the officer to better
carry out long-term military obligations.

are not those for which a neatly packaged bundle
of requirements can be determined and assembled.
They call for the broadest sort of intellectual and
personal qualities.”?¢

Certainly not all have embraced the merits of ci-
vilian liberal arts graduate education for professional
officers. Antimilitary critics want to keep officers
out of civilian institutions, isolating the military from
society. Military traditionalists fear the loss of a
sense of duty in civilian study. At best, such study
is perceived as “nice to have,” but not relevant to
the combat arms. This attitude, though, ignores the
benefits to both soldier and service. Certainly, the
military and the university have different view-
points, purposes and professional commitments.
Further, the university offers a diversity of behav-
ior and views. But those factors are particularly
useful. The officer who brings relative maturity and
experience to the classroom becomes an object of
examination, which can help correct misconceptions
among students and faculty about the military. The
university sees that officers are not warmongers but
serious and thoughtful students who bring valuable
insights to the classroom. Likewise, officers see that
all university people are not leftists or radicals.

In such an environment, the officer is better able
to evaluate the military institution—and the politi-
cal system itself. Social issues, human behavior,
morality and philosophy are now a part of discus-
sion. Alternative sources of information and influ-
ence are available, resulting in a greater dynamism
within the military upon the officer’s completion of
graduate studies. Civilian graduate education thus
becomes important for professional dimensions
while also establishing closer ties with society. In-
deed, the better understanding of the military pro-
fession resulting from graduate study is the best
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The management of violence and success-
ful combat leadership, which had been the
hallmarks of the military profession before
World War 11, were no longer sufficient to
characterize the totality of the profession as
the United States progressed through the
1940s. The traditional functions of officers
were modified in two broad ways. First, there
was greater concern with international affairs
and the premises and purposes of military
policy. Second, military support functions
became more important, encompassing supply,
finance, research and development, public
relations, education and personnel manage-
ment. Especially in noncombat assignments,
the career of the skilled military technician
began to parallel that of a federal civil servant.

starting point for upgrading the profession. This
would not happen at the service schools or war col-
leges. The profession is open to improvement be-
cause of this development of individual officers.
Some find the experience rewarding, while others
renew their commitment to the orderly world of
military life. Some become so dissatisfied with the
military and its intellectual constraints that they re-
sign—the military can no longer fulfill their expec-
tations. Most remain committed to change the in-
stitution for the better.”

Studies indicate that most professionals feel ci-
vilian graduate education makes them more com-
petent, competitive and effective. They have a
greater sense of satisfaction and achievement and
their promotion and retention rates are enhanced.
They are well prepared for the more challenging
assignments required of senior officers in the inter-
national environment.

Many analysts who support civilian graduate edu-
cation for professional officers maintain that such
validated positions must be geared specifically to
military requirements, needs of trained personnel
and the demand for their subsequent services. In
other words, the program should be geared to meet
personnel needs, not the educational level of indi-
vidual officers. Indeed, current regulations support
this view. The Army’s Advanced Civil Schooling
(ACS) program allows officers to pursue graduate
degrees in disciplines that have validated branch,
functional area or specialty requirements. After
obtaining a graduate degree, the officer must com-
plete a three-year tour in a validated position under
the Army Education Requirements System. On
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average, officers spend 18 months in school, incur-
ring an obligation that must be repaid on a three-
for-one basis—three days active duty for every day
of schooling. They also incur an active duty ser-
vice obligation of up to six years.®

Specifically addressing the Navy’s graduate pro-
gram, Edward H. Monroe writes: “Above all, pro-
grams requested should be based upon qualifica-
tions, eligibility and background. The Navy’s goal
is to provide the best possible specialists and sub-
specialists to fill defined requirements; not merely
to grant graduate education as a reward for past per-
formance or as a career incentive.” Zeb B. Bradford
and Frederic J. Brown are not as dogmatic but still
look primarily at military requirements: “Civilian
graduate education should be retained as much for
the integrative effects of exposure to civilian elite
groups as for the academic discipline. It should be
possible, however, to focus on those disciplines
which are most relevant to the combat Army.” Spe-
cifically addressing the Marine Corps, particularly
since Commandant P.X. Kelley’s tenure, graduate
studies have not blended well with the Corps’ prepa-
ration for warfighting. It would be advantageous
for the career-minded officer to focus on field perfor-
mance and PME rather than nonmilitary education.”

Others, however, criticize the stipulation that ci-
vilian liberal arts graduate education be geared to-
ward military requirements, claiming that policy
overlooks the program’s long-term value. The
military’s interests are served when the intellectual
level of individual officers is raised. Such observ-
ers assert that civilian graduate education should be
an integral part of officer education for all who aca-
demically qualify. This would help avoid “ticket
punching” and eliminate the distinction between
education and training. The officer returning to duty
following graduate study brings with him a healthy
skepticism of the norms and expectations of the
military profession. This new attitude can make the
military more progressive, dynamic and acceptable
to the society it serves. Officers with graduate lib-
eral arts degrees tend to be less absolutist, less likely
to have a myopic view of politics, have a deeper
understanding of ends-means relationships in policy
issues, be more open to society’s socio-political val-
ues, have higher professional ideals and feel a
greater commitment to their military careers.*

One of the most important findings of Fred
Bryant’s analysis of officers is that receiving a ci-
vilian graduate education appears to alter officers’
beliefs in certain ways. Specifically, such officers
give a lower national priority to activist military
policies than do officers just beginning graduate
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The new military professional, a political participant, should not feel the need to blindly accept any

military policy, but should be more concerned with how he relates to his country than to his service
or superior. General Colin Powell’s advocacy of clearly stated objectives, overwhelming force and
an exit strategy before and during the Gulf War is an example of a military leader nudging
political leaders toward sensible and realistic expectations and decisions. The right to dissent
and access to political institutions, specifically Congress, are more compatible with
contemporary American democracy and its national security interests.

school or older majors without graduate degrees.
Evidently, those who seek an advanced degree are
not different in these terms initially, but rather come
to see counterinsurgency, military commitment
abroad, increasing nuclear capability and reinstat-
ing the draft as having a lower national priority only
after completing civilian graduate studies. Again
addressing the Navy, specifically the Ph.D. degree,
Norman E. Hoehler writes: “The line officer is the
personification of the Navy’s ability to meet its na-
tional defense objectives. Does the line officer, then,
need a Ph.D. degree to fulfill his role within the or-
ganization? The answer is no. Is the total organi-
zation more effective, however, as a result of the
intellectual potential he represents? According to
the study, yes.”3!

While those who study the impact of civilian
graduate education on military officers agree that it
improves both individuals and the military institution,
a perception persists that the program somehow di-
minishes military expertise and professionalism.
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Indeed, the question would not arise if graduate study
were an accepted component of an officer’s educa-
tion. The final barrier, this reaction against intellec-
tual sophistication, has yet to be surmounted.

If the military is to function in the international
and domestic socio-political environments with their
diverse and complex challenges, officers must be
prepared in a way that cannot be accomplished
solely by PME. Civilian liberal arts study gives an
officer the best perspective from which to serve his
client—the nation and the society it represents: ““The
educated military man, skilled in his own profession,
and unafraid to commit himself to higher principles,
provides the best safeguard to civilian control and
a democratic system.”3

The need to have a socially and politically sophis-
ticated military has presented a challenge to the
officer corps in terms of dealing with policy mak-
ing, civilian perceptions of the military and vice
versa. Traditionalists, in the Huntington mold,
continue to call for the isolation of the military to
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Military involvement in social welfare,
education and civic action is needed to sustain
professional purpose as nuch as preparing
for, andwaging, war. The military profes-
sion cannot be limited to the management
of violence, for this is not always a relevant
or viable option. When an institution loses
its function, it must either find a new one
or disappear. The military, though slow
to change, has done so.

preserve martial purity in the unconditional service
of the state. More appropriate today, however, is
the military’s embrace of political understanding and
expertise, a realistic and enlightened self-interest and
professional perspectives enhancing “Duty, Honor,
Country.” An officer without this mind-set is in
trouble.

There is little doubt, whether traditionalists like
it or not, that it is impossible to maintain a rigid and
narrow professionalism, which has been rejected by
the nation’s political and military leaders for 50
years. Internally, the military has been forced to
adapt to social changes since the 1960s. The gays
in the military debate of 1993 and1994, and con-
tinuing court challenges, are just the latest chapter
in this continuum. As organizational forms and so-
cial demands have grown more complex, military
authority has become less arbitrary, authoritarian
and direct. Informal, interactive processes have
modified formal military authority structures.

Externally, in the domestic political environment,
both civilians and military professionals have rec-
ognized the need to have the military involved in
the policy process: “With the traditions of obedi-
ence to civilian control strong within the military,
with an appreciation by military leaders of the spirit
of the democratic system, and with competent ci-
vilian superiors determined to exercise effective ci-
vilian control, the costs of a broadened military pro-
fessionalism do not appear too high. The benefits
of military advice given after a consideration of all
relevant factors should contribute to more enlight-
ened national security policy.”

The military has been dissatisfied with its status and
influence in society and has desired a voice in poli-
cies that impact it. There has been concern over
careerism, professional ethics, institutional demands
and individual values. Rather than retreat back to the
barracks, the military must address these problems
head-on, recognizing its social and political calling
in peacetime. It is possible to retain military identity
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while participating in civic action, peaceful uses of
military force and policy making. Far from diluting
professionalism, these roles enhance it.

Internationally, few military actions, even at the
battlefield level, are without political consequences.
The military must be involved in policy making if
the state expects it to competently carry out policy
directives. For that, civilian liberal arts education,
the study of foreign politics and culture and involve-
ment in politics are unavoidable. Even in postwar
Germany, Army captains and majors were passed
over for promotion or discharged because of defi-
ciencies as managers and educators.* The ongo-
ing Bosnian PK operation since dramatically high-
lights the political, economic, social and cultural
components of an officer’s role.

Of course, the military cannot be a carbon copy
of society. It must stand apart to maintain profes-
sionalism, cohesion and competence. Though in-
volved in politics and peaceful social action, the
military will always be in the business of engaging
the enemy. Nevertheless, a dynamic professional-
ism with the ability to argue positions with sophis-
tication and maturity in the highest intellectual tra-
dition will best position the military in the
socio-political milieu. This calls for constant self-
examination and debate over what constitutes legiti-
mate political and social activity for the officer
corps. There cannot be a reliance on past glories
and institutional inertia—the military must develop
imaginative and innovative concepts for the future.
Witness the current debates on Force XXI, the Army
After Next and Rapid Dominance, where the ap-
proach used in the Persian Gulf is being questioned.
Mental processes are needed which cannot be added
to operational orders. Because the military profes-
sion rewards orthodoxy, civilian graduate education
must be a weapon in the institution’s arsenal.

The key question is whether civilian graduate
education can be institutionalized in the US military
system as it enters the 21st century. Except for cer-
tain West Point instructors, military intelligence,
public affairs and foreign area officers, fully funded
civilian liberal arts graduate study does not fit into
the Army’s paradigm for success. Career patterns,
for instance in the infantry, do not include graduate
school, and the combat arms received no graduate
school slots in Fiscal Year (FY) 1998. Exceptional
officers are always in high demand and it is diffi-
cult to extricate them for full-time graduate study.
Further, prevailing Army attitudes can easily
resocialize returning officers, thus obviating the ef-
fect of their education. Sorg and Bryant note that
officers with technical graduate degrees felt that
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their studies were more relevant to the Army than
social science graduates did, and the former were
more likely to think that social science graduates
were not useful to the Army. There are almost
5,400 positions designated for commissioned and
warrant officers holding graduate degrees or who
have participated in the Training With Industry pro-
gram, but most of these designated positions are not
for liberal arts degrees. Under ACS for FY 98, there
were only 100 nontechnical graduate school slots
authorized out of a total of 427 funded slots and only
five funded Ph.D. slots.* Combat arms officers
were unsure of the relevance of civilian graduate
education to their Army service. Ticket punching
was another negative manifestation. Although most
officers were pleased with their graduate school in-
terlude, attitudes toward it were ambivalent.

On the other hand, Bryant identifies sets of dif-
ferences that do emerge regarding career enhance-
ment and activist military policies. Of course, of-
ficers seeking ACS are already different from their
fellow officers to begin with, but certain beliefs are
also affected by civilian education. Further, when
considering Army policy, there seems to be a long-
term trend away from the notion of graduate study
for the purpose of fulfilling certain requirements for
the payback tour, and some movement toward an
attitude accepting the development of well-rounded
officers. Indeed, when individuals who have re-
ceived fully funded graduate degrees and possess
the latter mind-set become general officers, the no-
tion of individual development may truly take hold
within the military. Officers do not need Ph.D s in
political science to fire pistols or perform most of
their duties. They do, however, contribute more
overall because of their intellectual skills. The of-
ficer corps is, after all, supposed to be the introduc-
tion of enlightened professionalism into the business
of managing violence.

For Further Study

To more fully understand the link between civil-
ian liberal arts graduate education and officers’ per-
ceptions of military professionalism, several ques-
tions need further research to refine the military’s
policy on this issue and the rightful place of ad-
vanced study in an officer’s development.

First, it may be useful to speak with the com-
manders of those officers returning to the military.
Do these payback tour commanders feel that offic-
ers possessing master’s and doctoral degrees per-
form better? Are they more flexible and adaptive
in their thinking? Do they enhance unit perfor-
mance? Are they more broad-minded in their
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LEADER DEVELOPMENT

A military executive must possess a wide
range of knowledge and be able to absorb
new data and concepts quickly. Also, he
leads his charges mainly through patience
and intellectual leadership. Persuasion,
not orders, is seen as the best motivational
strategy. Finally, a contemporary officer
obeys his civilian superiors and brings his
best judgment as a military expert to bear
on civilian policy decisions.

decision making and implementation? Are they less
dogmatic? Do they take nonmilitary factors into
account when assessing means-ends relationships?
Is there actually a payoff during the payback?
Second, the ACS population at civilian graduate
schools ranges from 800 to 1,000 officers at any
given time. The utility of student detachments at
civilian graduate institutions must be more fully
considered. Do they negate the positive aspects of
civilian study? Do they prevent meaningful inte-
gration into the civilian student milieu? Would it
be wiser to send officer-students to institutions by
themselves? Would that be beneficial to both the
officer and the institution? Would it allow for mean-
ingful and more permanent value changes that could
withstand the return to full-time military service?
Third, a large-scale policy of civilian liberal arts
graduate education immediately following commis-
sioning should be investigated. On average, offic-
ers selected for ACS attend graduate school as
branch-qualified captains between their sixth and
eighth year of service and are Combined Arms and
Services Staff School graduates. Is it beneficial to
concentrate on young lieutenants, or does civilian
graduate education after a few years of operational
experience provide officers an opportunity to reflect
on their past real-life experiences and impart a more
sophisticated understanding of the use of their
knowledge for future career experiences? Sorg’s
analysis appears to indicate that a relatively brief
exposure to civilian graduate education at the seven-
year mark in an officer’s career does not have a pro-
found effect on his basic attitudes. By then the mili-
tary mind is well formed. Particularly resistant to
changge are the core values related to perceptions of
military professionalism. Examining the survey re-
sults, Bryant reaches a similar conclusion that ci-
vilian graduate education does not profoundly alter
the values and beliefs of captains and majors. Per-
haps the solution to this problem is starting civilian
graduate education earlier. Is there a long-term and
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sustained difference in both values and perfor-
mance as an officer? Does it detract from the de-
velopment of an officer’s traditional martial vir-
tues or from military professionalism, both actual
and perceived?

Fourth, the problem of resocialization constantly
emerges throughout surveys and analyses. Is the
overall civilian graduate experience rendered mean-
ingless upon returning to military life? Are attitudes
toward the experience changing? Will they be
markedly different a decade from now? Will the
experience be viewed in light of individual devel-
opment or specific requirements? Will the experi-
ence be used in positive ways in an officer’s policy-
making and implementation activities? Is the

problem of resocialization insurmountable or is it
just a matter of time?

Fifth, other options and developments need to be
investigated. How has PME sought to emulate ci-
vilian graduate education? How has it tackled so-
cial, political, economic and cultural issues?

These are important issues which must be ad-
dressed to gain a better understanding of military
professionalism—past, present and future. There
must be a better definition of the meaning of civil-
ian graduate education for the individual officer, for
the officer corps and for the military as an institu-
tion. Ironically, if the military profession does not
go outside itself, martial virtues themselves may
wither, resulting in diminished professionalism. MR
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